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Test of The Quality Management 
System In The MD’s Seafood Companies 
 
 
As introduced in previous chapter, the diagnosis phase deals with quality control 
management in SFC, of which HACCP focused. This part of the framework 
should therefore be applied in SFCs for the feasibility of its implementation in 
actual practice. To do this, first of all two case studies were chosen. The 
theoretical bases for choosing each case study are set out in Part 1.5.5 (Chapter 
1). And, in order to generalize from the conclusions, case selection is an 
important step. Cases must be selected by using replication logic, either to 
predict similar results or to produce contradicting results (Tsikriktsis, Voss and 
Frohlich, 2002; Meredith, 1998; Yin, 1994). After choosing the case studies, a 
test plan is designed (Appendix 7). Consequently, the quality management in 
general and HACCP system implementation in particular are tested in two 
chosen SFCs in the MD. Finally, test results and discussion in relation to quality 
management issues in SFCs and their chain elements are presented in this 
chapter. 
 
5.1 Selection of case studies and test plan 
5.1.1 Case selection 
Based on case literature and features of SFCs in the MD, two seafood companies 
were selected for testing the framework. Choosing companies with different 
indicators is necessary. If SFCs with different features have similar test results 
for framework development, the framework can be applied to other SFCs in the 
MD. Thus, any test of the framework has as its expectation the same results for a 
generated purpose from one sample to the population as a whole. One SOE is 
choosen from 65.6% of SOEs and the other one is a Stock SFC. The private 
companies didnot allow to test the framework. The main features of the two test 
companies are described in the following table. 
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Source: The companies’ reports 
(*) SRM: Source of raw materials 
 
Companies A and B are differentiated by ownership, location, number of 
employees, company location, business experience, managerial structure, 
technological characteristics, and quality control system.  
5.1.2 Test plan 
In order to implement a test of the quality control management framework, a test 
plan has been designed. Appendix 7 demonstrates the test plan and test contents 
regarding the HACCP test indicators. 
 
Step 1: Contacting the test companies  
After two specific SFCs were chosen, the companies were contacted to confirm 
the test activities and to seek formal permission to proceed. At this point, the test 
plan, the test contents and the activities had necessarily to be discussed with the 
management of the two test companies. Top managers made the final decision 
for the test implementation.  
 
Step 2: Collecting data and information 
The test started with the collection of common data and information from the 
test companies and their chains. The data and information included indicators of 
establishment date, business scope, product, market, quality policy, supplier, 
shrimp quality control system, technology, management, and other chain 
stakeholders. The methods for collecting primary information were interviews, 
questionnaires, and observations. Secondary data relating to shrimp quality 
management were collected from company documents and reports, as well as 
from local departments’ materials. Appendix 7 shows test information, empty 
tables with given contents that needed to be filled in, as well as a detailed 
description on how to fill in the empty tables. Tables 5.2 & 5.3 show the step 
results. 




Step 3: Applying a test of HACCP principles and procedures  
Many questions were asked about the contents of a test for HACCP 
implementation at the two companies. The questions focused on issues relating 
to prerequisite programs (GMP and SSOP), the assembling of the HACCP team, 
the product itself and its distribution, the identification of intended use and 
consumers, the development of process flow diagrams, the on-site verification of 
the flow diagram, the conducting of hazard analysis in the company (Principle 
1), the determination of Critical Control Points (Principle 2), the establishment 
of critical limits for each CCP (Principle 3), the establishment of a monitoring 
system for each CCP (Principle 4), the establishment of a corrective action plan 
(Principle 5), the verification of the HACCP plan (Principle 6), and, finally, the 
establishment of record keeping and documentation (Principle 7) (see Part B2 
Appendix 7 for details). The results of this step are presented in Table 5.4. 
 
Step 4: Suggesting a quality control improvement process 
The implementation of Step 4 is based upon comparing the test results with the 
companies’ quality control objectives in general and the HACCP norms in 
particular. Results of the comparison indicated quality gaps and chain 
deficiencies. From this comparison, the companies should be able to make a 
quality improvement plan and create a procedure to implement it. From this 
research, a quality improvement procedure will be suggested and presented in 
the next chapter. 
The next section will deal with the companies’ general information and test 
results. An explanation and discussion of the companies’ general information 
and test results will be presented in Sections 5.2 & 5.3. 
 
5.2 Company information and test results 
5.2.1 General information relating to the two test companies 
General information relating to the two test companies is represented by 










Company’s general characteristics 
 
- Date of establishment: 24/01/1978 
- Located in: Bentre province 
- Business scope: Culturing, processing and 
exporting fisheries products 
- Quality certificates: HACCP, EU Code No. DL 
22, ISO 9001:2000 
- Main export market: EU, Japan, USA 
- Production technology: Block, Air-blast and 
Straight belt IQF Freezing 
- Labour force: 773 full time employees  
- Freezing capacity: 5,000 MT/year 
- Distribution: Importers, wholesalers, retailers, 
industrial/processing enterprises. 
- Company’s quality policy: “Improving 
production process and managerial system 
continuously, satisfying customers’ requirements 
at the highest level and becoming a credible 
(believable) seafood supplier for domestic and 
foreign partners”. 
 
- Main facilities: IQF processing line, Complete 
shrimp cooking line, Air-blast freezer, Contact 
freezers, Flake ice machine and Laboratory. 
 
- Main products: Frozen black tiger and fresh 






- Company’s advantages: 
• Near to source of raw materials 
• Managerial experience of management 
and staff 
• Leading exporter of clam and fresh water 
prawn (big shrimp) 
• Quality management system of the 
company meets international standards.  
• Stable export and domestic markets 







- Date of establishment: 01/11/1995 
- Located in: Camau province 
- Business scope: Processing fisheries products 
for overseas and domestic markets  
- Quality Certificates: HACCP, EU code No. 
DL130, ISO 9001:2000, SQF 2000CM, BRC, and 
Vietnam Quality Award 2002.  
- Export market: USA, Japan, Canada, Korea, 
Hong Kong, China, EU and other countries. 
- Labour force: 1,100 full time employees  
- Distribution: Importers, industrial/processing 
enterprises. 
- Company’s policy: “The quality management 
system is continually improved to meet higher 
and higher customer needs”.  
- Products:(Figure 5.2)  
• Frozen headless shell-on black tiger 
shrimp (HLSO)  
• IQF raw peeled and deveined tail-on 
black tiger shrimp (IQF RPTO)  
• IQF cooked peeled and deveined tail-on 
black tiger shrimp (IQF CPTO)  
• Breaded nobashi black tiger shrimp (EBI 
FURAI).  
• Frozen head-on shell-on black tiger 
shrimp (HOSO)  
• NOBASHI peeled and deveined tail-on 
black tiger shrimp (NOBASHI PTO)  
• IQF raw peeled and deveined tail-off 
black tiger shrimp (IQF RPD)  
- Company’s advantages: 
• Quality management system of the 
company meets international standards  
• Company is located in the area abundant 
in wholesome shrimp materials including 
organic shrimp (buying shrimp from 
offshore directly)  
• Hygienic and modern facilities have been 
installed  
• Company’s infrastructure for processing 
is good 
• Workmanship of workers is perfect 
• Company is ready to cooperate with 
external and internal partners in 
processing and trading seafood  





- Company’s disadvantages: 
• Unstable local material source 
• Great competition in buying raw 
materials 
• Weak and limited in market research 
• High requirements for seafood product 
quality in the EU market 




• Company is ready to manage processing 
according to customers’ procedures  
 
- Company’s disadvantages: 
• Great competition in buying shrimp 
materials 
• Passive in preparing shrimp materials 
when out of shrimp season  
• Limited shrimp material quality 
management because of a lack of 
technicians for instructing farmers in 
breeding techniques  
• Unsure transportation conditions due to 
large distance from ports 
• High costs for transportation 
• Limited inspection conditions for shrimp 
contaminants 




- Managerial staff: 11% 
- Level of education:  
• University level: 46% 
• Intermediate level: 54% 
- Quality management training: 
• For managers: 100% 
• For employees: 100%  
 
- Managerial staff: 3% 
- Level of education:  
• University level: 57% 
• Intermediate level: 43% 
- Quality management training: 
• For managers: 100% 




        HOSO FRESH WATER PRAWN  
 
 
                  COOKED PDTO BLACK TIGER  
 










   
Figure 5.2 Some examples of shrimp products from Company B 
 
 
The table information shows not only the basic characteristics of the two test 
companies, but also the differences between them. Characteristics such as 
ownership, number of employees, geography, experience, scale, quality control 
policy, managerial structure and education, invested level of technology and 
capital, advantages and difficulties in their business operation are listed. 
Generally, Company B’s status quo is better than that of Company A in terms of 
the percentage of managerial staff, the level of managerial education, as well as 
the investment in technological processes.  
5.2.2 Quality management information of the two test companies  
The contents in this section comprise (i) the companies’ supplier quality control 
management, (ii) quality control systems, (iii) level of technological investment 
(TI) related to quality improvement and assurance, (iv) and support 
organizations (see Part B1, Appendix 7 for details). The following table shows 
the results. 
 




(i) Supplier Quality Management 
 
Criteria to choose suppliers: 
- Quality, safe and hygienic conditions 
- Capacity and potential of supply 
 
- Criteria contract: quality, supply 
stations, transportation means, supply 
time, and capacity, as well as potential 
of supply  
 
Participating with the suppliers 
















- Every first quarter per criteria of the    
Contract 
 
Auditing supplier quality 
- Direct audit on shrimp materials 
 
- Visiting, inspecting supplier’s 
conditions and testing shrimp 
materials if necessary 
 
Improving supplier quality 
- Nothing 
 
- Providing quality control documents, 
meeting and combining with local 
departments to train for quality 
control aspects 
Communicating with the suppliers  
- By telephone or in person 
 
- By telephone, fax and in person  
(ii) Quality systems 
 
Quality systems  
- HACCP and ISO 
 
- HACCP, ISO, BRC and SQF 
Level of implementation of each system (%) 
- HACCP (80%) 
- ISO (80%) 
 
 
- 80-90%  
 
Limitations to these quality systems 
- HACCP: cannot follow HACCP 
procedure during shrimp seasonal 
time 




- HACCP: cannot follow HACCP 
procedure due to frequent new 
employee turnover  
- ISO: capital and technological 
conditions 
 
(iii) Level of technological investment (TI) related to quality improvement and 
assurance 
 
Kinds of equipment and technology invested in 
- Enough technology for present 
processing and storage 
 
 
- Enough technology for present 
processing and storage 
 
Current need for TI (% of the need): 90% 
 
Current need for TI (% of the need): 90% 
 
Technological and equipment problems  
- Lack of equipment for quantitative 
testing for hazards 
- Outdated technology and 
equipment  
 
- Lack of equipment for quantitative 





(iv) Support organizations for both Companies A and B 
 
VASEP 
- Providing market information 
- Training on quality control knowledge 
- Negotiating internationally 
- Organizing national SFC meeting 
- Providing export documents quickly 
 
NAFIQAVED 
- Inspecting hazards in Saigon branch (for Company A) and in Camau (for Company B) 
- Controlling for a given period in the company 
- Issuing quality and safety regulations 
- Training in quality control knowledge  
 
Extension Centre (in primary production) 
- Training in culture techniques 
- Inspecting culture procedures 
- Expanding regulations for quality and safety assurance 




5.2.3 HACCP test results  
 
Table 5.4 HACCP test results 
 
HACCP implementation in the companies 
 
Prerequisite programs (GMP and SSOP) 
- Yes but not completely (80%) 
Reason: shrimp high season 
 
 
- Yes but not completely (80%- 90%) 
Reason: frequent turnover of    
employees 
HACCP implementation  
1. HACCP team: 7 people 
2. Describing the products and its 
distribution: perfect 
3. Identification of intended use and 
consumers:  
- Market segments: foreign distributors 
and companies 
- Potential risks: Uncontrollable 
antibiotics and micro-organisms.   
 
HACCP implementation  
1. HACCP team: 8 people 
2. Describing the products and its 
distribution: perfect 
3. Identification of intended use and 
consumers:  
- Market segments: foreign distributors 
and companies 
- Potential risks: micro-organisms  
 




4. Development of process flow 
diagrams: 
- Most of the contents implemented and 
controlled, but neither frequently nor 
completely 
5. On-site verification of flow diagram: 
- Operation process inspected, but not 
frequently  
6. Conducting of a hazard analysis in the 
company (Principle 1):  
- 30% of the contents implemented 
7. Determination of Critical Control 
Point (CCPs) (Principle 2):  
- Three CCPs: input shrimp materials, 
boiled stage and metal test 
- 100% of the contents implemented at 
three CCPs 
8. Establishment of critical limits for 
each CCP (Principle 3): 
- Preventive measures for each CCP  
- Critical limits based on industrial and 
customer criteria 
9. Establishment of a monitoring system 
for each CCP (Principle 4): 
- Nothing except visual inspection for 
physical and chemical hazards 
10. Establishment of a corrective action 
plan (Principle 5): 
- 100% of the contents implemented  
11. Verification of the HACCP plan 
(Principle 6): 
- 60% of the contents implemented by 
the company 
- Once a month by NAFIQAVED 
12. Establishment of record keeping and 
documentation (Principle 7): 
- 100% of the contents implemented 
but not updated on time 
 
4. Development of process flow 
diagrams: 
- Most of the contents implemented and 
controlled, but neither frequently nor 
completely 
5. On-site verification of flow diagram: 
- Operation process always inspected  
 
6. Conducting of a hazard analysis in the 
company (Principle 1):  
- 70% of the contents implemented 
7. Determination of Critical Control 
Point (CCPs) (Principle 2):  
- Three CCPs: input shrimp materials, 
boiled stage and packaging 
- 100% of the contents implemented at 
three CCPs 
8. Establishment of critical limits for 
each CCP (Principle 3): 
- Preventive measures for each CCP  
- Critical limits based on guidance 
documents, legal documents, 
experiments, and industrial and 
importer criteria 
9. Establishment of a monitoring system 
for each CCP (Principle 4): 
- 80% of the contents implemented  
10. Establishment of a corrective action 
plan (Principle 5): 
- 100% of the contents implemented  
11. Verification of the HACCP plan 
(Principle 6): 
- 100% of the contents implemented by 
the company 
12. Establishment of record keeping and 
documentation (Principle 7): 
- 100% of the contents implemented  
 
Storage and transportation conditions 
Storage conditions 
- Inside the company: good 
- Rented warehouses: uncontrolled 
 
Storage conditions 
- Inside the company: excellent 





- Of the company: quality indicators 
ensured (100%) 
- Rented transportation: uncontrolled 
 
Transportation conditions 
- Of the company: quality indicators 
ensured (70%) 
- Rented transportation: uncontrolled 
 
 
5.3 Explanation and discussion of test results 
 
Generally, Company B differs from Company A in terms of supplier 
management and quality systems. Company B has implemented good policies 
for its suppliers in order to maintain and improve product quality such as 
providing capital in advance and means of storage. It also uses different means 
of communication to contact and inspect the supplier’s product quality. In 
addition, Company B has applied ISO, BRC, and SQF, along with HACCP. 
Basic differences are listed in Table 5.1. The ownership of the two companies is 
the most important factor determining the differences between the two. Because 
Company B is a joint stock company, it actively implements changes in quality 
improvement, capital investment, quality control behavior, quality control 
management, and technological investment. Further explanation and discussion 
regarding the information in the tables is found under the topics “quality gaps in 
the companies” and “chain deficiencies.”  
5.3.1 Quality gaps in the companies 
5.3.1.1 Technological gaps 
There are two kinds of technologies invested in SFC. They are processing 
technology and test technology. Regarding processing technology, the two test 
companies have enough equipment and technology for processing and storage. 
Although the level of technological investment presently accounts for 90% of 
the quality control needs (Table 5.3, ii & iii), the effective use and status quo of 
the technology are still in question. In fact, the companies have mainly invested 
in technology and equipment for their processing procedure, such as investment 
in GMP, SSOP, and HACCP implementation. This investment accounts for 
more than 90% of the total technological investment capital. However, most of 
the given technologies and equipment are obsolete and more than 10 years old 
and use to produce “raw products” like frozen shrimps (Table 5.1, 4). And, 
during the shrimp seasons old technology cannot produce to its capacity. In 
contrast, during the none-shrimp seasons the technology faces very long idle 
time and then works again that causes physical hazards and low product quality. 
When many products are produced at the same time, economies of scope are 




applied by using the same equipment to produce more than one product. As a 
result, the quality control problems involved in cross-contamination between 
products has not been completely resolved. Furthermore, customer’ 
requirements are today changing so fast in terms of product diversification 
(value-added products instead of raw products), safety and quality, so almost all 
SFCs in Vietnam in general and test companies in particular today lack modern 
processing technology to respond to these expectations. For example, many 
customers from the US and the EU want to buy “fresh shrimp” products but 
none-SFC can provide this kind of products because the products need very 
modern technology to produce. These difficulties have also warned by the 
world’s shrimp experts in Global Shrimp Outlook held in Viet Nam (Oct., 2005) 
that “one of three biggest challenges of Vietnam’s shrimp industry in the near 
future global competition is lack of modern technology in both culture and 
processing”. 
Similarly to processing technology, test technology is very important to ensure 
product safety and quality within the company as well as within the chain. On 
the one hand, the companies lack technology and equipment to test raw 
materials in its chain actors, in each CCP, and in finished products. At company 
level, important CCPs, such as CCP at input material, CCP at frozen place, CCP 
at storage and CCP before exporting, really need product tests but they are not 
tested sufficiently. On the other hand, the companies have very limited capacity 
to invest in modern “quality control testing” technologies. In recent years, while 
main import markets such as the US, the EU and Japan have continuously 
changed criteria of their technical barriers with the lowest level, Vietnam SFCs 
have faced these difficulties due to modern test technology shortage.  
5.3.1.2 Managerial gaps 
Test results of Companies A and B indicate that the percentage of managerial 
staff ranges from 3-11%.  Of this percentage, around 50% have received a 
university education and all of them were trained in quality control management 
and quality assurance. Each company has a quality control department. Their 
staffs are responsible for quality control, quality improvement and quality 
assurance of the company products. According to the interviews, the staffs in the 
quality control departments have senior managerial responsibilities but they lack 
the statistical management knowledge to apply and analyse the results of CCPs 
and critical limits for management of CCPs. The quality control department of 
each company has established four managerial groups to observe the stages of 
the processing procedure. Nevertheless, the heads of the quality control 
departments said that the companies’ employees still had a limited 
understanding of quality assurance and the implementation of quality assurance 
within production. On the one hand, during the high shrimp season the 
departments lost control of some stages in the procedure. For instance, the 
inspection of shrimp materials was ignored; data reports were not on time; 
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worker observations were ignored. On the other hand, the companies were not 
able to implement a thorough procedure management because factors such as 
the time needed for implementation and the cost of implementation adversely 
affected the final product cost. Moreover, while approximately 80% of the 
contents of GMP, SSOP, HACCP, and ISO procedures were controlled and 
managed inside the companies, they could not control and manage the product 
quality of their suppliers due to their limited managerial capacity. 
Furthermore, overall the employees of the two companies within the test have 
received a basic training in quality assurance. However, because of a low level 
of education and a lack of self-discipline, they have a limited awareness of the 
importance of quality assurance. They think that the responsibility for quality 
assurance belongs to someone else within the company. Therefore, employee 
management during production time is very important in order to achieve the 
quality objectives. Additionally, each company has a seasonal workforce. This 
workforce is changed from time to time and this makes it difficult for both the 
company and the employee to gain, to maintain and to enhance the level of 
quality assurance knowledge. 
5.3.1.3 Quality system gaps 
Both Companies A and B have applied the HACCP and ISO systems to improve 
and to assure product quality and safety, yet the implementation level is still 
around 80% due to loss of control in some stages of the procedure. This loss of 
control is particularly evident with the approach of the coming shrimp season 
and the frequent turnover of new employees and their training. Although 
Company B has more quality systems in terms of SQF and BRC, these systems 
also lose control for the same reasons. Thus, the effectiveness and efficiency of 
these quality assurance systems are still low. Regarding HACCP 
implementation, although most of the HACCP principles and procedures have 
been introduced within the companies, the execution of these principles is 
infrequent and incomplete. The HACCP principles and the test of the procedure 
will be explained and discussed as follows: 
• Development and on-site verification of flow diagram 
At the process flow diagrams development stage (Appendix 7, B2, Part 2.4), the 
companies have implemented most of the contents of on-site verification except 
for technical data that is obtained from product loops. They exist for the 
recycling or reworking of products and other features of equipment design. 
Where analysis and verification were impossible because not all of the stages 
were controlled, the HACCP team did not ensure that the flow diagram 
contained the most likely processing options. 
 
 




• Conducting a hazard analysis in the company (Principle 1) 
As for conducting hazard identification, the HACCP team has not reviewed all 
potential hazards related to facility design, e.g., adequate separation of raw and 
processed materials guaranteed; survival during processing steps, e.g., heat-
resistant toxins; packaging, e.g., packaging damage resistance, tamper-evident 
packaging; condition of the shrimp which favors microbial growth, e.g., 
composition, pH, aw; and deviations in managing the process, e.g., processing 
delays, technical trouble. 
In hazard analysis, the HACCP team lacked evaluation for potential hazards 
relative to the severity of a potential hazard, e.g., magnitude and duration of 
illness or injury; likely occurrence of hazard, which is usually based on a 
combination of experience, epidemiological data, and information in the 
technical literature; qualitative and/or quantitative evaluation of the presence of 
hazards; the number of people potentially exposed to the hazard; 
age/vulnerability of those exposed; survival or multiplication of micro-
organisms of concern; production or persistence in foods of toxins, chemical or 
physical agents; and conditions leading to the above. 
• Determination of Critical Control Point (CCPs) (Principle 2) 
Both test companies have established key CCPs in the processing procedure, but 
they lack methods to control them.  For example, there is no method for 
observing hazards where contamination occurs at unacceptable levels or where 
contamination increases to unacceptable levels. Similarly, there is no method 
available to either eliminate or to reduce the hazards to an acceptable level. 
These limitations are caused by statistical constraints at all levels of 
management. 
• Establishment of critical limits for each CCP (Principle 3) 
In order to ensure prevention, elimination or reduction of hazards to an 
acceptable level, the critical limits could be based on guidance documents, legal 
documents, experiment, and industrial and importer criteria. Because each CCP 
has one or more preventive measures, quality control staff has said that there are 
no gaps in the implementation of Principle 3. However, the critical limits are 
established in theory only and they have not been implemented in practice due 
to statistical limitation. 
• Establishment of a monitoring system for each CCP (Principle 4) 
Company A has implemented Principle 4 at a low level either because the 
monitoring was interrupted or because the monitoring was no more than a visual 
inspection for physical and chemical hazards. Whereas Company B has 
implemented most of the elements of CCP monitoring, it has not conducted that 
part which could provide information about how to adjust the process before a 
deviation occurs. This means that Company B lacks the potential to solve 
problems if some uncontrolled activity in the procedure fails. 
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• Establishment of a corrective action plan (Principle 5) 
According to the quality control staff, there are no gaps in the implementation of 
this principle. Generally, the team ensures that the CCP has been brought under 
control, correction and a record made. Generally speaking, a corrective action 
plan should provide information about which actions might have been taken 
when the critical limits were exceeded. It should also indicate who was 
responsible for implementing and recording the corrective action. However, 
corrective action is often late because employees are passive in their behavior. 
They seldom provide feedback about the quality of the products. 
• Verification of the HACCP plan (Principle 6) 
In order to determine the validity of the HACCP implementation, verification of 
the HACCP plan is necessary to ensure that the system is working according to 
plan. Establishing procedures for verification that the HACCP is working 
correctly depends on the conditions in each company. As with other SFCs in the 
MD, the two test companies have applied HACCP. They have implemented 
HACCP program verification from prevention through to finished product 
testing, including record keeping and written reports. However, an important 
limitation for both companies is that verification is infrequent and interrupted. 
Test contents of Principle 6 are listed in Appendix 7, B2, 2.11. The gaps in this 
section are due to the fact that the companies did not include some content 
related to the validation of processing steps by means of sampling and testing 
CCPs; the application of processes for delivery conditions required certain 
conditions (time and temperature conditions); microbial analysis conducted to 
validate food safety, or storage experiments should have been applied to confirm 
the product’s shelf life; and a check on the training level and knowledge of 
personnel responsible for monitoring CCPs in verification content should have 
been conducted. In fact, these issues have been of concern to the companies, but 
at a low priority level because of their own conditions. 
• Establishment of record keeping and documentation (Principle 7) 
The HACCP team performs the documentation and record keeping for the 
HACCP system for the companies. The team documents process flow diagrams;  
it conducts hazard and CCP analysis; it records information about ingredients, 
processing data, specifications of packaging materials, product temperature 
during storage and distribution, deviation, corrective action, and employee 
training. However, documents and records are not updated on time for various 
reasons, such as peak periods during shrimp seasons. Therefore, record keeping 
and documentation are often used by higher authorities for the purpose of 








5.3.1.4 Gaps in storage and transportation  
According to the test results for storage and transportation, both Company A and 
Company B have the same problems in renting warehouses and transportation. 
In this case, the conditions for hygiene, temperature and maintenance of 
equipment are not guaranteed during storage and transportation, especially when 
the company’s locations are far from the harbor: Company B is one example. 
Although storage and transportation conditions are managed and controlled 
internally, the companies have different levels of quality assurance (100% of 
Company A and 70% of Company B). Company B needs to rent storage for 
longer periods and to transport further than Company A. 
5.3.2 Deficiencies in test company chains  
The quality and safety of final shrimp products is affected not only by the gaps 
in quality during the implementation of quality management programs and the 
implementation of HACCP procedures and principles, but also by the quality of 
safety measures used in the supply chain by stakeholders that include support 
organizations such as the VASEP and the NAFIQAVED. Therefore, these 
deficiencies, or gaps in quality, are then described in order to create a complete 
picture of the measures necessary to improve and assure the quality of the 
company’s product. The identified deficiencies are based on official interviews 
with sample/leader representatives of the chain stakeholders, research overviews 
and the company’s quality control staff. The chain deficiencies identified in this 
study include hatchery, farm, feed wholesaler, wholesale buyer, and support 
organizations and institutions. According to the survey results for 32 SFCs in the 
MD and the interview results for the two test companies, chain deficiencies 
show little difference from company to company. The following are the main 
deficiencies of the chain that need to be corrected in order to achieve quality 
control and safety assurance objectives. 
5.3.2.1 Deficiencies in hatchery production 
The first element affecting a finished shrimp product is the quality of the shrimp 
seed. So far, the two test companies have not contributed directly to any activity 
at the hatchery stage. While SFC participation is still negligible at this stage, 
SFCs need to consider how the following deficiencies can contribute to their 
role in shrimp seed improvement. 
The main deficiency in the hatchery stage is the quality of shrimp seed from 
internal and imported sources. So far, the test SFCs do not have a procedure to 
ensure the quality of the shrimp seed. The hatcheries need the companies to 
invest in equipment for their activities, such as capital and test equipment for 
controlling the quality of the shrimp nurseries, discovering diseases and 
examining for other defects before selling them to farmers. While SFCs do not 
have sufficient capacity to take on this responsibility, direct support from the 
extension centre in controlling the quality and safety is crucial. In addition, the 
Chapter 5 
 110
relevant fishery organisations, such as the Department of Agriculture and FADP, 
perform state management in a general way and are not concerned with 
knowledge of quality control and the responsibilities of the hatcheries. These 
issues have had an extreme effect on the quality of shrimp seed. 
5.3.2.2 Deficiencies in production by the shrimp farmer  
Both Companies A and B have bought shrimp material from three sources: 
directly from free farmers who culture shrimp by means of their own capital, 
from invested farmers who are invested in by means of capital from SFCs, and 
from wholesale buyers.  The farmers realise that four elements contribute to the 
quality control of the shrimp culture procedure: water treatment (culture 
environment), shrimp seed, shrimp feed, and culture techniques. They also 
emphasized that all four elements are crucial. For instance, the water source is 
currently heavily polluted by human and agricultural waste such as fertilizers, 
pesticides and other growth stimulation medicines. Although water treatment is 
a very important step in the culture preparation stage, the farmers cannot prevent 
all of the pollution during culture time. Under these circumstances, the farmers 
need help from the technicians of an extension centre. So far, Companies A and 
B have only used their money to contract for technical staff at high cost in order 
to control the quality of shrimp material from the companies’ invested farmers. 
At present, the farmers strictly implement the stipulations on the use of 
antibiotics and other chemical substances from extension programs, extension 
staff, newspapers, television, bulletins, and loudspeakers. However, nobody can 
control the farmer’s use of medicine when shrimp diseases occur. 
In addition, the farmers really do not know the origin of the shrimp seed. 
Therefore, before buying a large quantity, the farmers must test shrimp seed at 
either universities, fishery departments or at the NAFIQAVED. This is 
expensive and the farmers have to pay approximately VND 400,000/100 tested 
shrimps. If the quality of shrimp seed is not good then the farmers must continue 
to test until they find good quality shrimp seed. The farmers agree that many 
diseases currently infect sources of shrimp seed. Thus the cost of testing 
sometimes increases to VND 5-7 million. Nowadays, SFCs cooperate with feed 
processing companies. Feed companies have suitable policies to help the 
farmers. For instance, they have introduced high quality shrimp feed and guided 
culture techniques to the farmers directly by means of their technicians or 
indirectly by telephone. Moreover, feed companies play a wholesale buyer role 
for SFCs. In this particular case, the farmers can receive shrimp feed in advance 
from feed companies provided they sell shrimp material back to the feed 
companies. In spite of supporting the farmers by this way or in various other 
ways, neither SFCs nor the farmers know the shrimp feed processing procedure, 
feed ingredients, and substances that can infect shrimp during feed production 
time. The reasons are (i) feed companies are located far from SFCs and the 
farmers, some even abroad, and (ii) only wholesalers of feed companies do the 




implementation, not feed companies directly. So far, the two test companies 
have not checked the activities of the feed wholesalers. According to the 
interview, the feed wholesalers have only limited knowledge about shrimp and 
feed quality. They simply accept the quality and the description of the quality 
that the feed companies provide. Of course, the feed companies instruct them on 
how to introduce their retailers or their farmers to feed quality. The wholesalers 
follow the instructions of the feed company technicians when helping the 
farmers to use shrimp feed efficiently and effectively. Therefore, the question is 
“what has been contributed by the feed wholesalers to the quality supply chain 
so far?” The answer is not clear and the feed wholesalers are merely a bridge to 
bring shrimp feed to the farmers, obtain feedback from the farmers and transfer 
farmer’s questions to the technicians of the feed companies. Unfortunately, 
neither test company has included these activities as part of its product quality 
objectives. 
As for shrimp culture techniques, technical staff of both feed companies and 
local extension can guide the farmers on how to culture high quality shrimp. The 
head of the farmers association said that most of the farmers seek consultation 
when it comes to shrimp culture techniques. However, they cannot apply the 
techniques accurately because of a limited level of education and the high cost 
of application. Moreover, technical guidance is still general and insufficiently 
specialized for different ecological conditions. The farmers requiring 
consultation on culture techniques, safety and quality should be helped by the 
extension centre.  
5.3.2.3 Deficiencies with the shrimp wholesale buyer  
All wholesale buyers of both Companies A and B are trained in quality control 
and storage techniques. They have a good awareness of the importance of 
shrimp quality to the companies’ business. However, most quality problems at 
this stage are from collectors who collect and sell shrimp material to their 
wholesale buyers. In fact, wholesale buyers are unable to control and manage 
most of the activities of their collectors. Although the collectors have a basic 
knowledge of the quality control and storage techniques that are used by their 
wholesale buyers, their knowledge is still very limited. The collector injects 
physical and chemical substances into shrimp material. The wholesale buyers 
lack the equipment to test the samples and quality control is unscientific at best. 
They just test the samples by means of visual inspection. This is why the 
wholesale buyers cannot guarantee that their shrimp material is hazard free. 
Moreover, each wholesale buyer needs a large amount of capital to collect 
shrimp material. They will use their own money, either obtain a loan or obtain 
capital support from SFCs in advance. In many cases the wholesale buyers have 
lost faith in the ability of the collectors to produce good quality shrimp. So far 
the test companies do not provide support for the collectors. Their 
responsibilities stop with the wholesale buyers. 
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5.3.2.4 Other deficiencies 
• Deficiencies at the VASEP 
Because both Companies A and B are VASEP members, they benefit from the 
many support activities for both product quality and safety that VASEP offers. 
VASEP organizes annual seafood trade shows for Vietnam’s SFCs in Vietnam 
and abroad. It introduces Vietnamese seafood products and receives customer 
feedback. Both test companies have participated fully in the VASEP national 
seafood trade shows and they have succeeded in attracting new customers. In 
contrast, however, the test companies do not have a sufficiently large budget in 
order to organize their own trade shows abroad. Normally, VASEP will use the 
members’ fund to organise a stand for all of its members at foreign trade shows. 
Over the last two years it has officially supported those Vietnamese SFCs 
participating in the Basa fish antidumping case and the shrimp antidumping case 
in the US market. VASEP has helped Companies A and B through the customs 
and excise formalities so as to export the products on time. Although VASEP 
has supported all SFCs equally, support needs of a particular SFC are still 
limited or responded to slowly by VASEP. In the supply chain stages, VASEP 
has focused mainly on SFC product quality, safety and international trade issues. 
In addition, VASEP now has more than 186 SFC members. Their combined 
export value accounts for 90% of the nation’s export. VASEP’s activities 
include training in quality control, providing market information, and 
negotiating international business for all its members. However, there are still 
factors unresolved within VASEP that are acting against the quality control 
objectives. For instance, intense competition between SFCs when buying shrimp 
material in the MD makes it difficult to eliminate low quality shrimp simply 
because the farmers and the wholesale buyers have a ready market for all of 
their shrimp produce, no matter what the quality. Moreover, each SFC attaches 
more importance to its own interests than to the interests of the nation as a 
whole. Consequently, shrimp products are still affected by the hazards of shrimp 
production. 
• Deficiencies at the NAFIQAVED  
As mentioned in previous chapters, the test companies benefit from the common 
policies and regulatory role of NAFIQAVED. For example, the shrimp 
production of Company A is less at risk from health hazards than Company B 
because the branch of NAFIQAVED in Saigon offers experienced staff who are 
highly skilled in the use of modern equipment and technology. As a result, 
NAFIQAVED has easily identified the health hazards of Company A’s test 
samples. Company A achieves this advantage despite the high cost that it pays 
for the service. However, because tests are conducted on samples, the products 
that are not tested could still include hazards. Company B, however, pays little 
for its product inspection due to the distance between the company and the 
NAFIQAVED branch where there is a lack of modern technology and 




equipment for testing. Thus, hazards are difficult to eliminate completely even 
in the test samples. Sometimes Company B has to take test samples of their 
products to the Saigon branch, but this takes a very long time and costs are high. 
So far, seafood products in general and shrimp products in particular cannot be 
exported without NAFIQAVED’s certificate. NAFIQAVED needs to enhance 
hazard tests for raw materials and final products, as well as periodic inspection 
of all HACCP implementation criteria at the company.  In other words, it is 
difficult for SFCs in the MD to improve their quality control, to increase their 
knowledge of quality control, to update their market information and thereby 
meet their customers’ requirements and expectations without support from 
NAFIQAVED. It is noted that the difference between VASEP and 
NAFIQAVED is that NAFIQAVED supports all stages of the chain from 
primary production to distribution. 
In fact, NAFIQAVED is a bridge that links other stakeholders, such as local 
departments related to fisheries production, processing and trade, in the 
“fisheries quality assurance objectives” chain. However, there are only six 
branches of NAFIQAVED in the nation, and they do not have sufficient 
capacity to ensure effective support for all of the SFCs. This includes the 
NAFIQAVED branch in Ho Chi Minh City. Therefore, if the SFCs want to 
ensure that their shrimp materials and final products are free from the hazards, 
they have to test the products in some branches. These tests take time and create 
additional costs for the companies. In general, after receiving information about 
quality control from the NAFIQAVED branch, local departments distribute the 
information to the farmers and other related organizations. There is no further 
inspection, evaluation or feedback. 
• Deficiencies in Fisheries Resource Development & Protection (FRDP) 
The main objective of the Department of Fisheries Resource Development and 
Protection is ecological balance. The mission is to protect and to develop the 
resources of the fisheries, the fisheries register of shipping and conduct 
inspection of the development and protection resources of the fisheries.  In order 
to implement state management in the fisheries primary production, the Ministry 
of Fisheries issued the decree No.425/2001/QD/BTS dated on May 25, 2001 and 
two decrees No.05/2001/QD-BVNL and No.10/2001/QD-BVNL issued by the 
Department of Fisheries Resource Development and Protection. The decrees aim 
to enhance the right of the department to inspect the fisheries veterinary 
medicine and the fisheries commodity quality. This would mean the inspection 
of the fisheries seed, feed, medicine, chemicals, biological products, and 
tools/equipment used for fisheries production. To implement these tasks 
effectively, the department has to cooperate with other agricultural departments 
in the local government (the Department of Rural Development and Agriculture, 
the Department of Fisheries and the Extension Centre) so that all decrees are 
distributed across the industry at the same time. Furthermore, modern 
Chapter 5 
 114
technology is also installed to test fishery quality further through further analysis 
and experimentation. 
However, because fishery quality issues in primary production are new to the 
department, there is not yet sufficient qualified staff and suitable equipment to 
cover these important areas. Particular areas of concern are the testing of fishery 
seed in general and shrimp in particular as well as the inspection of the fisheries’ 
veterinary processes and feed production. Other disadvantages include (1) state 
management documents about fisheries’ veterinary units not being distributed to 
primary production in a timely manner; (2) the scientific basis of the quality 
inspection is insufficient in that, for instance, there is no specific quality 
indicator for inspecting the fisheries’ veterinary units; (3) the state budget for the 
FRDP activities is very limited. This issue limits inspection of the farmers and 
leads to a limited control of epidemic diseases. FRDP testing has covered 
approximately 60-70% of shrimp seed and environmental protection in the MD. 
So far, both test Companies A and B have not implemented any FRDP test. In 
order to implement quality management, the FRDP at local government level 
need specific information and motivation in order to expand their activities into 
the villages and districts where farmers are to be found. And, it is necessary to 
coordinate the activities of the FRDP and other local departments more strictly. 
• Deficiencies in the Fisheries Department and the Extension Centre 
The Department of Fisheries and the Extension Centre contribute to the chain 
quality management via four missions. 
Mission 1: Implementing State management functions in the hatcheries 
- Stipulating the quality criteria of the fisheries’ parents  
- Inspecting the conditions of the seed business 
- Creating a good environment for new seed businesses 
- Organizing professional training for hatchery technicians 
 
Mission 2: Implementing state management functions on the farms 
- Support of culture techniques and preventive methods  
- Guiding the use of shrimp feed, fisheries veterinary units, chemicals and  
biological waste products 
- Ensuring a good water source for shrimp culture 
- Providing information on seasonal scheduling and timing  
 
Mission 3: Implementing state management functions in veterinary units 
- Inspecting and certifying conditions for veterinary activities 
- Organizing short training programs on fishery quality, hygiene and  
safety 
Mission 4: Implementing state management functions in processing companies 
- Providing imported processing technology and supporting  
documentation  




- Providing good information on good shrimp material 
- Inspecting and certifying the condition of fishery quality, hygiene and  
safety 
- Issuing industrial standards, supplying acceptable amounts of and 
employing   quantitative methods to monitor the use of antibiotics and 
chemicals in fishery products. 
 
The Department of Fisheries and Extension Centre plays an important role in 
helping the shrimp farmers with culture techniques and other shrimp quality 
issues. For instance, they directly help the farmers follow the standards of the 
shrimp culture procedure. However, they lack sufficiently qualified staff to 
cover the above tasks. The Extension Centre staff admitted to shrimp quality 
problems during primary production. The problems are (1) the farmers are 
barely educated, so they are unable to remember the names of banned 
antibiotics; (2) the farmers did not write reports during the implementation of 
the shrimp culture as far as the chemicals used is concerned; (3) the farmers 
believe the shrimp seed wholesalers, so they buy shrimp seed at low prices 
without testing it; (4) the farmers lack awareness concerning public water source 
protection. This causes tremendous pollution and quickly creates disease. 
Disease leads to a low quality of raw shrimp material. Therefore, in order to 
contribute effectively to the framework it is necessary to combine the missions 
of local departments and help the farmers to produce high quality shrimp 
materials. 
Regarding Mission 4 of the Department of Fisheries and Extension Centre, both 
Companies A and B have received supporting documentation for imported 
technology and information about quality and safety within the fisheries. 
Actually, in addition to Company A and B, SFCs in general would prefer the 
Department of Fisheries and the Extension Centre to focus on seafood quality 
and safety improvement in primary production, rather than on other stages of the 
chain, because these issues match their own roles and mission statements. SFCs 
are also supported by VASEP, NAFIQAVED, as well as by other organizations 
and institutions in quality assurance aspects. Therefore, to achieve good quality 
materials, it is necessary to integrate the quality objectives of the SFCs with the 
quality objectives of the Department of Fisheries, the Extension Centre and all 
other organizations and institutions. The resulting integration would contribute 









The chapter demonstrates how to diagnose SFCs with respect to quality 
management in general and HACCP in particular. The test has been applied on 
two SFCs. Based on the test results, many gaps and deficiencies were identified. 
Gaps in quality were found inside the companies and various deficiencies were 
found in the stakeholder management of the shrimp supply chain (the hatchery, 
the nursery, the farmer, the feed wholesaler, and the shrimp wholesale buyer). In 
addition, the deficiencies at VASEP, NAFIQAVED, FRDP, the Fisheries 
Department and the Extension Centre were also described in detail. These gaps 
and deficiencies are the principal reasons why the companies should create plans 
to improve their product quality management, with respect to the manufacturing 
process and with respect to their supply chains. The improvement phase will be 
suggested in the next chapter. 
 
 
